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Abstract

This study explores the role of authentic leadership in cultivating ethical organizational
cultures and its influence on employee engagement and organizational resilience. Rooted in
positive psychology and existential frameworks, authentic leadership emphasizes self-
awareness, relational transparency, balanced decision making, and an internalized moral
perspective, promoting trust and ethical climates in organizations. By synthesizing findings
from a systematic review of leadership literature, this study examines the mechanisms
through which authentic leadership enhances employee well-being, psychological safety, and
creativity while fostering ethical behavior and resilience during organizational challenges.
The methodology involved a systematic review of peer-reviewed studies, focusing on works
published between 2000 and 2023. Literature was selected based on relevance to authentic
leadership and its outcomes, with themes analyzed to identify consistent patterns and gaps.
Key findings highlight authentic leadership’s significant impact on employee motivation, job
satisfaction, and ethical decision making, particularly in diverse and high-stress
environments. This review contributes to the existing body of knowledge by offering a
comprehensive framework for understanding the practical applications of authentic
leadership and its potential to drive Corporate Social Responsibility (CSR) initiatives. Future
research should explore the cross-cultural adaptability of authentic leadership and its
integration with other leadership models to address situational complexities. The findings
have broad implications for organizational leaders seeking to foster inclusive, ethical, and
resilient workplaces.

Keywords: authentic leadership, inclusive workplace, ethical leadership, employee
engagement, organizational resilience

1. Introduction

The concept of authentic leadership has garnered substantial attention in contemporary
leadership studies, primarily for its emphasis on genuine, ethical, and transparent practices
that enable organizations to navigate complex and volatile environments. Authentic


https://doi.org/10.33422/icrhs.v2i1.838
http://creativecommons.org/licenses/by/4.0/

Zhu / Authentic Leadership: Fostering Ethical Cultures, Employee Engagement...

leadership is defined as a “pattern of leader behavior that draws upon and promotes both
positive psychological capacities and a positive ethical climate, fostering self-awareness, an
internalized moral perspective, balanced processing of information, and relational
transparency among leaders” (Walumbwa et al., 2008, p. 94). This multidimensional
approach responds to the need for leaders who exhibit integrity, resilience, and a commitment
to ethical decision making, which, in turn, builds trust among followers and supports
sustainable organizational outcomes.

In response to increased ethical scrutiny and corporate accountability, authentic leadership
has emerged as a key concept in leadership theory. This leadership style centers on
transparency, self-awareness, and moral integrity, fostering a climate of trust and
engagement. As Luthans and Avolio (2003) have suggested, authentic leadership is a process
wherein leaders leverage positive psychological capacities within a supportive organizational
context, guiding ethical behavior and facilitating personal alignment between thoughts,
emotions, and actions. Accordingly, the foundational principles of authentic leadership offer
a promising avenue for organizations aiming to cultivate resilient and ethically grounded
cultures in today’s dynamic environments (Michie & Gooty, 2005).

2. Methodology

This study adopts a qualitative research methodology, utilizing a systematic literature review
to investigate the influence of authentic leadership on fostering ethical cultures, enhancing
employee engagement, and building organizational resilience. The research synthesizes
findings from a diverse range of studies to uncover recurring themes and assess the
applicability of authentic leadership principles across organizational contexts. Emphasis is
placed on understanding how authentic leadership fosters trust, psychological safety, and
ethical accountability while also exploring the model’s limitations and its adaptability to
cultural and situational variances.

Data for the study were collected from peer-reviewed journal articles, books, and credible
reports published between 2000 and 2023. Major academic databases, including ProQuest,
JSTOR, and Google Scholar, served as the primary sources for identifying relevant literature.
Search terms such as “authentic leadership,” “employee engagement,” “organizational
resilience,” “ethical cultures,” and “psychological safety” were employed to ensure a
comprehensive search strategy. The inclusion criteria focused on studies that offered
theoretical frameworks, empirical results, or practical implications concerning authentic
leadership and its impact. Only peer-reviewed academic publications and books were
included, prioritizing research with methodological rigor and relevance to the study’s
objectives. Exclusion criteria ruled out non-English publications, studies with insufficient
methodological detail, and literature exclusively focused on other leadership styles without
comparative insights related to authentic leadership.
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To analyze the data, thematic analysis was conducted to identify significant patterns and
insights. Textual data from selected studies were systematically coded and categorized into
themes corresponding to the core dimensions of authentic leadership: self-awareness,
balanced processing, relational transparency, and an internalized moral perspective.
Additional emergent themes, such as the integration of authentic leadership into Corporate
Social Responsibility (CSR) and its cultural adaptability, were also examined.

Ethical considerations were central to this research process. The study adhered to academic
integrity standards, ensuring the accuracy and reliability of the reviewed literature. All cited
works were appropriately attributed to their authors, and no findings were manipulated to
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support preconceived conclusions. By relying on credible and objective sources, the research
avoided conflicts of interest and upheld ethical research practices.

Despite its strengths, the study acknowledges several limitations inherent to a systematic
literature review. The findings are constrained by the availability of existing research and the
potential for publication bias, which may limit the scope of insights. Future research could
address these limitations by incorporating primary data collection methods, such as
interviews or surveys, to gather firsthand perspectives from leaders and employees. Overall,
this methodological approach provides a robust and ethical foundation for exploring the
critical role of authentic leadership in contemporary organizational dynamics.

3. Body of Paper

3.1 Contextual Background

The theoretical foundation of authentic leadership is deeply rooted in positive psychology and
existentialism. Early definitions by Avolio and Gardner (2005) and Walumbwa et al. (2008)
identified self-awareness, moral perspective, balanced processing, and relational transparency
as core dimensions. This framework aligns with positive organizational behavior concepts
introduced by Luthans and Avolio (2003), who underscored the importance of authenticity,
highlighting the need for leaders to embody optimism, resilience, and moral courage
(ALSPUB). Scholars suggest that authentic leadership emerged in response to corporate
scandals of the early 2000s, advocating for accountability and ethical behavior in business
practices to rebuild trust (Alvesson, 2019; Avolio & Gardner, 2005).

Over time, authentic leadership has gained prominence as a modern approach, emphasizing
ethical conduct, transparency, and relational integrity to foster trust and loyalty among
employees (Datta, 2015). This approach resonates strongly with contemporary calls for
leaders who can navigate ethical challenges with integrity and stay true to their core values
and beliefs (Crawford et al., 2019). Initially popularized by thinkers such as Bill George,
authentic leadership underscores self-awareness, moral integrity, and genuine connections, all
aimed at cultivating positive workplace cultures (Gardiner, 2015).

Drawing from existential and positive psychology, authentic leadership theory prioritizes
alignment between values and behaviors as a fundamental virtue (Medlock, 2014). It diverges
from transformational leadership by centering on self-transcendent values—those that
emphasize collective well-being over personal gain (Michie & Gooty, 2005). Unlike leaders
who may adopt manipulative tactics to serve self-centered goals, authentic leaders maintain
high moral standards that serve as intrinsic motivators (Luthans & Avolio, 2003). This
alignment between intentions and actions fosters a “seamless link™ that followers perceive as
genuine and trustworthy (Luthans & Avolio, 2003; Medlock, 2014).

Structurally, Klenke (2007) conceptualized authentic leadership as rooted in three
interconnected identity systems: self-identity, leader-identity, and spiritual identity. These
systems, grounded in humanistic and existential principles, position authenticity as an
interdependent construct encompassing cognitive, affective, and behavioral dimensions.
Authentic leaders foster relational dynamics that instill a sense of security and commitment
among followers, creating an environment conducive to knowledge sharing and ethical
behavior (Javaid et al., 2018).
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3.2 Topical Analysis

Authentic leadership is conceptualized through four core components: self-awareness,
balanced processing, relational transparency, and an internalized moral perspective. Self-
awareness entails leaders’ deep understanding of their values, strengths, and weaknesses,
empowering them to act consistently with their beliefs. Balanced processing, in turn, involves
the objective analysis of information before making decisions, allowing leaders to minimize
bias. Relational transparency fosters open and honest relationships with followers, building a
foundation of trust and collaboration (Arda, 2016). Finally, an internalized moral perspective
guides leaders to uphold ethical standards rather than yielding to external pressures (Avolio et
al., 2004). Together, these characteristics create an environment where followers feel valued
and motivated, as authentic leaders significantly enhance followers’ psychological well-
being, job satisfaction, and engagement. This, in turn, fosters a supportive and ethically
grounded organizational culture (Gardner et al., 2005).

The four pillars of authentic leadership—self-awareness, relational transparency, balanced
processing, and an internalized moral perspective—are essential in enabling leaders to act in
alignment with their values. This congruence encourages trust, loyalty, and ethical behavior
within the organization (Freeman, 2010; Freeman & Auster, 2011). For example, self-
awareness involves an introspective journey where leaders identify their strengths and
limitations, aligning their actions with personal values to foster a genuine connection with
followers (Fox, 2020; Fox et al., 2020). Relational transparency enables leaders to openly
share information and acknowledge vulnerabilities, reinforcing trust through honesty
(Beddoes-Jones, 2011).

Although authentic leadership emphasizes ethical conduct, it does not inherently guarantee
moral action in every instance. Sendjaya et al. (2014) observed that authenticity may be
compromised by traits like Machiavellianism, where leaders may seem genuine but act out of
self-interest. Nyberg and Sveningsson (2014) further explored this paradox, examining the
tensions authentic leaders face between personal identity and organizational demands. This
conflict underscores the need for authentic leadership to be grounded in a strong ethical
framework to preserve its integrity.

In today’s knowledge economy, authentic leadership has become crucial for sustaining
motivation and trust among knowledge workers. Walumbwa et al. (2011) highlighted that
authentic leaders, through transparency and accountability, are adept at managing remote and
diverse teams, which is essential in bridging cultural differences and reinforcing a unified
mission. The model’s emphasis on relational transparency and ethical perspectives is
particularly advantageous in multinational contexts, where diverse cultural backgrounds
might otherwise present communication challenges (Walumbwa et al., 2011).

Research consistently demonstrates that authentic leadership fosters an environment where
employees feel valued and motivated, leading to higher engagement levels (Peter, 2016).
Peter (2016) explained that authentic leadership encourages an ethical and transparent
culture, allowing employees to experience psychological safety, which strengthens their
commitment to the organization. This approach is echoed by Wilson (2013), who noted that
authentic leaders promote ethical accountability, inspiring employees to participate actively
and thereby enhancing organizational loyalty and morale.

The positive influence of authentic leadership on employee engagement also extends to
leader competencies. For example, Wei et al. (2016) found that when authentic leadership is
paired with high leader competency, it significantly improves followers’ job performance by
enhancing work engagement. This combination emphasizes the role of a leader’s abilities in
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effectively completing tasks, aligning authentic leadership with both individual and
organizational success.

Additionally, authentic leadership strongly shapes organizational culture, particularly when it
aligns with ethical standards. According to Morris (2009), authentic leaders model integrity
and ethical decision-making, fostering a culture that reduces dysfunctional behaviors, such as
premature audit sign-off or underreporting, by reinforcing ethical norms. Authentic leaders
cultivate an environment where ethical issues are addressed openly, setting a moral tone that
resonates throughout the organization (Morris, 2009). In doing so, they not only enhance the
work atmosphere but also support the organization’s long-term sustainability.

Authentic leadership has emerged as a prominent model in organizational and leadership
studies, particularly as ethical considerations and global corporate scandals underscore the
demand for trustworthy, values-driven leaders (Peus et al., 2012). Avolio et al. (2004) defined
authentic leadership as a practice rooted in alignment with one’s core values and fostering
genuine connections with followers. Central to this model are qualities such as self-
awareness, relational transparency, an internalized moral perspective, and balanced
processing of information, all of which contribute to establishing a trusting and empowering
work environment (Luthans & Avolio, 2003; Michie & Gooty, 2005).

Studies demonstrate the positive influence of authentic leadership on employee well-being,
showing that it can reduce stress and boost job satisfaction (Rahimnia & Sharifirad, 2014).
Rahimnia and Sharifirad’s (2014) research suggests that by mitigating attachment insecurity,
authentic leadership leads to increased satisfaction and reduced stress among employees.
Beyond well-being, authentic leadership fosters creativity and innovation by creating a
psychologically safe environment where employees feel empowered to share and develop
ideas (Miiceldili et al., 2013). In fact, Semedo et al. (2017) proposed that happiness serves as
a mediating factor between authentic leadership and creativity, indicating that leaders who
cultivate a supportive work culture encourage employees to engage more creatively.

Moreover, authentic leadership has been linked to improved organizational performance by
enhancing group dynamics. Rego et al. (2014) found that teams led by authentic leaders
demonstrated greater unity and moral positivity, which, in turn, translated to higher sales
performance, underscoring the relational impact of authentic leadership on collective
outcomes. Additionally, Peus et al. (2012) noted that authentic leaders establish predictability
and trust, which bolsters team commitment and performance. Together, these findings
underscore authentic leadership’s role in promoting individual, team, and organizational
success through ethical and value-based practices.

Trust and psychological safety are foundational outcomes of authentic leadership, playing a
crucial role in enhancing team engagement and performance. Maximo (2015) illustrates that
authentic leadership fosters psychological safety by promoting openness and inclusive
dialogue, creating a space where team members can contribute without fear of negative
repercussions. This trusting environment supports work engagement, as employees feel
valued and encouraged in their roles. Similarly, Michie and Gooty (2005) argued that positive
emotions and self-transcendent values motivate authentic leaders to maintain integrity,
reinforcing both trust and safety within their teams.

In addition to building trust, authentic leadership has been linked to improved team
performance through self-regulation and reflexivity. Lyubovnikova et al. (2015) emphasized
that authentic leaders facilitate collective self-regulatory processes, enhancing team
reflexivity—a critical element in team effectiveness and productivity. By promoting
transparent communication and aligning team actions with shared values, authentic leaders
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shape team processes that enhance both productivity and cohesion (Lyubovnikova et al.,
2015).

The cultural adaptability of authentic leadership has also gained attention, with research
exploring its expression in diverse organizational settings. Khilji et al. (2015) suggested that
authentic leadership adopts unique forms across cultural contexts, requiring flexibility to
honor local values while preserving core principles of transparency and ethical integrity. For
instance, in South Asian contexts, authentic leadership blends cultural sensitivity with ethical
responsibility, showcasing the model’s versatility in varied socio-cultural landscapes (Khilji
etal., 2015).

Furthermore, authentic leadership plays an instrumental role in promoting ethical behavior,
particularly by nurturing behavioral integrity. Leroy et al. (2012) contended that authentic
leadership enhances perceptions of leader integrity, which drives follower commitment and
performance. This alignment between a leader’s intentions and actions supports ethical
conduct while fostering a culture of accountability and transparency. Liu et al. (2015) further
underscored this point, observing that authentic leadership positively correlates with
employees’ willingness to report unethical practices internally, acting as a safeguard against
organizational misconduct.

3.3 Authentic Leadership in Diverse Organizational Contexts

Authentic leadership, characterized by self-awareness, relational transparency, balanced
processing, and an internalized moral perspective, adapts effectively to multicultural teams
by fostering an environment of trust and inclusivity, which is crucial in diverse settings. This
leadership style is particularly adept at navigating the complexities of cross-cultural
environments by enhancing cultural intelligence and adaptability, allowing leaders to align
their authenticity with the diverse expectations of team members from various cultural
backgrounds (Yang, 2024; Mahmoud et al., 2024). The conceptual model of authentic
leadership in a cross-cultural context suggests that cultural elements play expanding,
enabling, and encoding roles, which help leaders broaden their understanding of authenticity,
enhance their cross-cultural psychological capital, and navigate cultural differences in
authenticity perceptions (Yang, 2024). Global organizations leverage authentic leadership to
promote inclusion by implementing strategies that encourage employees to bring their full
selves to work, thereby enhancing job satisfaction, engagement, and innovation (Westover,
2024). For instance, multinational corporations (MNCs) have successfully navigated cultural
differences and promoted inclusive leadership by fostering cultural intelligence and adaptive
leadership, which are essential for managing diverse teams and aligning global strategies with
local market dynamics (Singh, 2024). Case studies of MNCs illustrate how authentic
leadership, combined with cross-cultural management practices, enhances organizational
effectiveness and fosters innovation and collaboration across borders (Singh, 2024).
Furthermore, authentic leadership has been shown to positively impact team performance by
enhancing dynamic adaptive capability, which is crucial in rapidly changing global
environments (Sumarmi et al., 2024). This adaptability is vital for leaders to manage the
intricacies of worldwide diversity and leverage the unique skills of a varied team, ultimately
contributing to organizational success (Mahmoud et al., 2024; Sumarmi et al., 2024). Overall,
authentic leadership in multicultural teams not only addresses the ethical and moral
dimensions of leadership but also serves as a strategic advantage in fostering inclusive,
innovative, and high-performing organizations in an interconnected world (Chengere &
Bekele, 2024; Ahma, 2024).
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3.4 Discussion

Authentic leadership has garnered significant attention for its association with positive
organizational outcomes such as increased trust, higher team commitment, and enhanced job
performance. By emphasizing authenticity, leaders can cultivate credibility and trust—
qualities essential for organizational effectiveness, particularly in dynamic and competitive
environments. Research suggests that authentic leaders foster intrinsic motivation among
employees by aligning daily tasks with broader organizational objectives, thereby imbuing a
sense of purpose within teams (Arda et al., 2016). Additionally, authentic leadership
establishes an ethical climate that reduces the likelihood of unethical behavior while
bolstering the organization’s reputation (Cianci et al., 2014; Gardner et al., 2005).

At its core, authentic leadership rests on ethical principles and self-awareness, aiming to
elevate both organizational performance and employee well-being. Walumbwa et al. (2008)
defined authentic leadership through four main components: self-awareness, relational
transparency, balanced processing, and an internalized moral perspective. Together, these
elements create an ethical and transparent environment that motivates followers to engage
with commitment and trust (Datta, 2015). This multidimensional construct not only
encourages ethical conduct but also empowers followers to make moral decisions, enhancing
both individual and collective outcomes (Cianci et al., 2014).

The ethical underpinnings of authentic leadership distinguish it from other leadership styles.
Cavins (2019) compared it to traditional models, highlighting how its ethical and spiritual
principles align leaders’ actions with followers’ needs, fostering mutual trust. Crawford et al.
(2019) further examined the developmental nature of authentic leadership, suggesting that
becoming an authentic leader involves deliberate training to navigate ethical challenges
effectively, especially in a rapidly changing corporate world. This perspective suggests that
authentic leadership is not merely a trait but a dynamic practice combining personal growth
with ethical decision making for the benefit of both leaders and followers.

In organizational settings, authentic leadership’s impact on team commitment and job
satisfaction is well-documented. Darvish and Rezaei (2011) found a positive correlation
between authentic leadership, job satisfaction, and team commitment, showing that
employees who view their leaders as authentic are more likely to display organizational
loyalty and a proactive approach to team goals. Cottrill et al. (2014) extended these findings,
noting that authentic leaders encourage organizational citizenship behaviors and self-esteem
by fostering inclusivity and valuing diverse perspectives.

Despite these positive outcomes, authentic leadership faces challenges related to conceptual
clarity, especially regarding its distinction from transformational leadership (Cooper et al.,
2005). Cooper et al. (2005) highlighted the need for a well-defined operational framework to
avoid overlap with similar constructs, emphasizing the importance of continued empirical
testing. Furthermore, the complexities surrounding measurement tools like the Authentic
Leadership Questionnaire (ALQ) call for refining the construct’s measures to ensure
reliability and validity across diverse cultural and organizational contexts (Datta, 2015). The
evolving research on authentic leadership underscores its potential to create ethical climates
and improve employee outcomes. However, for the construct to reach its full potential, it
must be adapted to reflect cultural differences, as authenticity may vary across organizational
and societal cultures.

An emerging area of interest is the relationship between authentic leadership and corporate
social responsibility (CSR). Yang and Kim (2018) argued that authentic leaders can enhance
CSR initiatives by aligning personal values with organizational goals, instilling a sense of
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purpose and ethical commitment within their organizations. Their study revealed that CSR
activities led by authentic leaders not only strengthen organizational reputation but also foster
employee satisfaction and loyalty, as employees feel more connected to the societal impact of
their work.

Authentic leadership has emerged as a vital framework for enhancing organizational
commitment, job satisfaction, and performance outcomes. Characterized by self-awareness,
relational transparency, balanced processing, and an internalized moral perspective, authentic
leadership stands apart from other leadership models by focusing on ethical alignment and
personal integrity (Avolio & Gardner, 2005). Research consistently shows that authentic
leadership fosters trust, which, in turn, strengthens organizational commitment and enhances
workplace cohesion (Walumbwa et al., 2008). A well-established link exists between
authentic leadership and organizational citizenship behaviors (OCBs), where employees
exceed formal job requirements for the organization’s benefit. This connection is often
mediated by the trust authentic leaders cultivate through transparent and ethical practices.
Walumbwa et al. (2008) suggested that by encouraging open communication and a shared
sense of purpose, authentic leaders inspire employees to align with organizational goals,
motivating discretionary behaviors that elevate group performance.

Furthermore, the positive impact of authentic leadership on employee engagement and well-
being underscores its value to organizational outcomes. Authentic leaders foster
psychological safety, enabling employees to express their true selves, which leads to higher
job satisfaction and overall well-being. This environment of trust and openness is critical, as
it not only improves productivity but also enhances retention. Studies reveal that by creating
a safe, respectful space, authentic leaders bolster intrinsic motivation and deepen
commitment to organizational values (Braun et al., 2016). From a sustainability standpoint,
authentic leadership plays an essential role in aligning organizational practices with ethical
and socially responsible goals. Leaders who embody moral values and demonstrate
selflessness inspire frontline employees’ commitment to safety and compliance, especially
within high-risk sectors like energy and manufacturing. These behaviors improve operational
efficiency and contribute to sustainable operations (Cavazotte et al., 2021).

Authentic leadership’s influence extends to key employee outcomes such as job satisfaction,
commitment, and engagement, with research indicating that this style fosters creativity,
innovation, and ethical decision-making within organizations (Duarte et al., 2021). For
example, Duarte et al. (2021) highlighted that authentic leaders promote affective
commitment, motivating employees toward better performance, which positively impacts
creativity and individual outcomes. Likewise, Darvish and Rezaei (2011) found that authentic
leaders enhance team commitment, with employees expressing greater satisfaction due to the
perceived consistency and integrity of their leaders. In times of crisis, authentic leadership
becomes even more essential. During the COVID-19 pandemic, for instance, authentic
leaders helped organizations remain resilient by adapting business models and sustaining
corporate social responsibility (CSR) commitments. Fox et al. (2020) noted that authenticity
in leadership fosters resilience and a commitment to social responsibility, proving vital
during challenging times.

The ethical foundation of authentic leadership distinguishes it from other leadership
approaches. As Hannah et al. (2005) explained, the moral component inherent to authentic
leadership is crucial for fostering ethical decision making, as leaders with high moral
standards are more inclined to guide followers toward positive actions. Similarly, Hsiung
(2011) emphasized that the transparency and ethical commitment of authentic leaders
cultivate a positive climate, encouraging employee voice and participation and reducing fear
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around voicing opinions. Authentic leadership’s influence on employee retention and
commitment further demonstrates its organizational value. Research by Gatling et al. (2016)
shows that authentic leadership lowers turnover intentions by promoting a sense of belonging
and loyalty. When leaders display authenticity, employees are more likely to trust their
intentions and feel secure, thus reducing their inclination to leave. Gardner et al. (2011)
argued that the impact of authentic leadership permeates multiple levels within organizations,
as leaders’ genuine behaviors resonate through departments, boosting both individual and
team morale.

3.5 Criticism and Limitations

Authentic leadership is often praised for fostering transparency and trust within
organizations, yet it has drawn criticism for its potentially idealized portrayal in leadership
literature. Scholars argue that its focus on intrinsic leader traits can oversimplify complex
organizational dynamics, potentially neglecting situational factors that impact leadership
effectiveness (Alvesson & Einola, 2019). Moreover, the assumption that authenticity equates
to ethical behavior is questioned, as authenticity alone does not inherently ensure ethical
decision making (Algera & Lips-Wiersma, 2012).

Critics also point to challenges in authentic leadership’s emphasis on self-disclosure and
adherence to core values, which may not always align with the nuanced demands of real-
world organizational environments. Ford and Harding (2011) critique the concept of the “true
self,” suggesting it may set unrealistic expectations and hinder leaders’ adaptability to diverse
perspectives. Gardiner (2015) extended this critique, noting that authentic leadership’s
emphasis on self-knowledge can risk suppressing pluralism, potentially leading to a
homogeneous leadership style that may not resonate across different cultural and
organizational settings.

To address these limitations, integrating the concept of practical wisdom, particularly as
articulated by Aquinas and later analyzed by Ferrero et al. (2020), can enhance authentic
leadership by introducing prudence. Practical wisdom provides leaders with the capacity for
balanced judgment and adaptability, which are essential skills for navigating complex ethical
situations (Ferrero et al., 2020). This integration suggests that effective leaders should blend
self-awareness with situational awareness, exercising adaptive judgment to complement their
authenticity.

Further critiques highlight the assumption in authentic leadership that leaders can always act
in alignment with core values, even under external pressures. Jackson (2005) challenged this
idealistic view through a Sartrean lens on authenticity, emphasizing the difficulty of
remaining authentic in the face of organizational demands. Similarly, Iszatt-White et al.
(2019) argued that pursuing authenticity, especially through an unwavering commitment to
the “true self,” may conflict with the flexibility and conformity often required in
organizational roles. The objective measurability of authenticity is also debated, with
concerns about over-reliance on standardized instruments like the Authentic Leadership
Questionnaire (Walumbwa et al., 2008). While authentic leadership shares common ground
with transformational leadership—such as fostering trust and positive follower relations—it
emphasizes self-awareness and intrinsic moral alignment, contrasting with transformational
leadership’s focus on motivating followers toward organizational objectives (Rodriguez et al.,
2017). Authentic leaders are typically guided by personal values, while transformational
leaders focus more on aligning with organizational goals.

Despite its advantages, authentic leadership presents challenges in practice. Leaders
frequently navigate identity tensions, balancing personal values with external pressures
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(Nyberg & Sveningsson, 2014). Additionally, Nichols and Erakovich (2013) suggested that
authentic leadership may be perceived differently across cultural contexts, highlighting the
need for adaptability in diverse settings. Future research should explore the influence of
cultural and situational factors on authentic leadership, especially regarding how authenticity
is expressed and valued in varied organizational environments.

4. Conclusion

Authentic leadership represents a transformative advancement in leadership theory,
emphasizing self-awareness, ethical decision making, and relational transparency to foster
trust, ethical accountability, and positive organizational cultures. Its practical benefits are
reflected in increased employee engagement, a culture of trust, and a commitment to
sustainable performance. Authentic leaders drive behaviors that extend beyond individual
metrics, promoting a cohesive and motivated workplace. However, the model is not without
challenges. One key limitation is the potential for perceived inauthenticity, where leader
intentions may not always align with actions, creating skepticism among followers.
Additionally, the model’s emphasis on a consistent alignment with personal values can
sometimes limit adaptability within fluid organizational settings.

For authentic leadership to maintain relevance in increasingly complex environments,
integrating adaptability, practical wisdom, and situational responsiveness will be essential.
Research should continue exploring authentic leadership’s cross-cultural applicability and
long-term impact on employee well-being and organizational resilience. This is especially
critical given the model’s potential to influence Corporate Social Responsibility (CSR)
practices and foster a socially conscious workplace. By addressing these challenges and
refining its application, authentic leadership holds promise as a model for cultivating ethical,
inclusive, and committed organizational cultures in a globalized world.
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